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myths that are widely accepted take on a life of their own through
repetition, if not through rigorous inquiry.

If the Leadership section of the bookstore were really to have a
book that synthesized the modern mythology of leadership, the title
would be Leadership by Narcissus: How to Achieve Greatness by Being
Obsessed with Yourself. Truth in labeling, of course, is not the hallmark
of retail sales, so you are unlikely to see such a title in a bookstore

“anytime soon. However, if the substance of a book, particularly its pre-
tensions of historical scholarship, leads the reader to narcissism rather
than teamwork, then caveat mﬁvﬁoql_mﬁ. the buyer beware.

In this chapter, we consider seven popular myths of leadership:

* Myth #1: Plan your way to greatness.

* Myth #2: Just a little bit better is good enough.

* Myth #3: We want you to change us . . . really.

¢ Myth #4: People love to collaborate.

e Mpyth #5: Hierarchy changes systems.

e Myth #6: Volume equals VOLUME.

* Myth#7: The leader is the perfect composite of every trait.

Myth #1: _u_ms <o_.__, <<m< to Greatness

Perhaps the most pervasive myth in n_umﬁmm _mmmmnm?@ is ﬁvmﬁ planning

—particularly complex, large-scale, and supposedly “strategic” planning
| —leads to effective change. As Chapter 9 suggests, the evidence for
that proposition is absent not only in education but in the business
* world as well. In an evaluation of school plans, for example, my col-
leagues at the Leadership and Learning Center learned that student
proficiency was dramatically higher (46.3 percent compared with 25.6
percent, as expressed by the average percent proficient on tests from
elementary through high school) when noawmibm schools with the
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lowest scores on EWS format to schools with the highest scores on plan
format. That is ﬂo_w a misprint; schools that excelled in format had
lower mnEmaquoﬂw. Thus, the emphasis that schools placed on excel-
lent formatting Smm worse than a waste of time; it was inversely related
to student mnﬁwn<mwsm5ﬁ.

If you must EE@ a plan, then learn from the schools that have
done it well. mmnm_urmr clear vision and values, expressing who you are
and who you are ?or If you can’t write your mission and values on the
back of your business card and you can’t say them without reference to
notes, then they mHm not influencing your daily reality. Appendix B pro-
vides an example ﬁwm a “Plan on a Page,” in which a school system with
a long track _.mno_ﬁ of improved achievement and equity expressed its
commitment to a clear mission, vision, and goals on a single page.

Myth #2: ;cmﬁ a Little Bit Better Is Good m:oc@r

Perhaps a few Hmm&onm will HmBmEUoH >w% q,mioﬂ, the mSEEm sheriff
of Mayberry, EB&@ by Andy Griffith, star of the eponymous television
show. When he was not mmm:mﬁm with Bamey, Opie, Aunt Bee, and Otis
in his comedic Horw Griffith made his living as a pitchman for a cereal
company, assuring us that his product was “just a little bit better.” His
model hasa &mabw&mr_mm line of descendents in leadership consultants
who suggest that successful firms do not do one thing much better but
do many things just a little bit better (Peters & Waterman, 1982). This
incremental approach has beeh endorsed more recently by legions of
people who vm:maw. with abundant sincerity but a paucity of evidence,
that small changes by the enthusiastic few will change the system.
They earnestly ﬂcvmw Margaret Mead: “Never doubt that a small group
of committed individuals can change the world; indeed, it is the only
thing that ever Wm%..
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enthusiasm for death and loss—a premise that demands challenge. In
almost every case I have observed in thousands of schools on five con-
tinents, the kind of change for which people have the greatest enthu-
siasm is change directed at other people, other practices, and o&.w_..
institutions. I cannot say that I recall a single example of genuine and
sustained enthusiasm for change when the one claiming enthusiasm
is the one who is also grieving the loss of past practices and all of the
 emotional and psychological gains that those past practices brought.
These losses are the same whether we are giving up the taste of the
extra helping of bacon, the third martini, or the flexing of academnic
power that comes with long-practiced grading, teaching, and leader-
ship practices. Change is loss, and leaders who do believe in the
myth of the popularity of change had better start searching for the
Change Fairy. |

Myth #4: People Love to Collaborate

What could be better than collaboration? We are social animals,

after all, and anyone who has observed teachers as they assemble
each fall can testify to the genuine enthusiasm with which they greet
one another, share stories, and re-form their personal relationships.
However, thete is, as Roland Barth (1990) reminds us, a difference
between congeniality and collegiality. The former is important and
can provide the social lubricant that allows people to work together
under stressful circumstances. But it is not the same as the difficult
and challenging work of collaboration. To be effective, professional
collaboration requires time, practice, and accountability. Schools that
claim, for example, to be professional learning communities but fail to
provide time for collaboration are engaging in self-delusion. But those
schools that provide generous amounts of time—in some cases 45 to

Confronting the Myths of Change Leadership
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60 minutes three to five nwﬁmm each week-—but fail to provide practice
and accountability for effective collaboration are equally delusion-
ary, though they can mbmmmm in the fantasy of collaboration at a more

 leisurely pace:

Collaboration can take many forms, from the focus on an indi-
vidual student to the development of multidisciplinary lessons to the
analysis of recent achievement data. Every collaboration meeting,
however, must have defined results with specific and measureable adult
actions. Just as students mﬁwocﬁ be able to articulate, “If I learn this les-
son well, I should be m_o_mwno .+, 50, too, educators and administrators
should be mEo to say, “If &.:m Emmﬁﬁm is successful, then we should be
ableto....

Comnsider the GEB@F of collaborative scoring of student work.
This topic is a good Emnﬁno begin collaborative efforts because it gets
at the very heart of the Rwﬂmmonbmmom of academic expectations into
the daily reality of mE&min work. In one case, | asked 50 teachers to
evaluate several samples Qm student work, a process that allowed me to
calculate the degree of agreement or disagreement after my professional
development efforts. A ?m_p mmmp,mm of agreement would reflect the
effectiveness of my instruction in standards and assessment. In addition
to considering the level Qn agreement among the teachers, | could also
evaluate the speed with STEF they came to agreement on each piece
of work. ”

The results were mEB.EmH.Em_ particularly for a professional
developer operating under the influence of the myth that if I delivered
a seminar with sufficient enthusiasm and wit, then the teachers in the
audience were better mmﬁmm by listening to my wisdom than by engag-
ing in the hard work of practicing what they learned. Authors, too,
must sacrifice their myths. This quickly became evident when, after
six hours of a terrifically inspiring lecture on the value of standards,
assessment, and collaboration, I gave samples of student work to the 50
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and priorities screaming for your attention that are best categorized as
management of people, projects, and paper and those that are bet-
ter categorized as instructional leadership. If the former outnumber
the latter, it does not mean that you are unable or unwilling to be

an instructional leader, but it suggests that it is unwise to abjure the
responsibilities of management.

The role of the hierarchy in organizational change is typically to
communicate the essential message of change. This appealing theory,
whien applied to school change, embraces the “telephone” effect,
named after the children’s game in which a story is whispered around
the room from one child to the next, with diminishing degrees of
accuracy. In the adult version of the game, the superintendent whispers
to the deputy, who then whispers the same—or almost the same—story
to the assistant superintendent. The story—or a pretty close variation
of it—is repeated to principals who pass it along—or something fairly
close—to the assistant principals, who, if they have time, will attempt
to recall what they heard to department heads and grade-level leaders,
who may share it with faculty members. Months later, the superin-
rendent is shocked to leamn that the change initiative that was crystal
clear when she first announced it is, at the classtoom level, shrouded in
mystery or wildly distorted.

Am [ exaggerating? Here are examples [ have observed person-
ally in my work in schools. What began as a superintendent’s effort
to improve the relevance of homework and associate it with more
direct feedback from the teacher was transmuted, within days, into
the claim by more than one employee that “we aren’t allowed to give
homework anymore.” An attempt to suggest that grades should be
linked to student academic proficiency became “we won't have tran-
scripts and letter grades anymore.” The suggestion that a school should
evaluate student achievement against academic content standards
became “we’re going back to psychological tests and value judgments

o Confronting nrmw?__ﬁ_._m of Change Leadership

of outcomes-based &camﬁﬂ?: In other cases, what district leaders
regarded as consistent and foﬁﬁmoﬁmgm literacy programs varied
wildly from one school to mmbomwmu. Assessment .@Eoﬂnmm. that were con-
sistent and uniform oboﬁww became fragmented and ineffective after
only a few changes in key administrative assignments at the building
and district levels.

The alternative to Eﬂmﬁ?% is not the absence of administrative
leadership. mcwoiamﬁmmswm, principals, and other administrative lead-
ers are necessary but Emcmmn.—mﬁﬁ elements of change leadership. Net-
works of teachers and administrators offer a powerful and fast method
of communication, sharing effective practice, responding to change-
lings, and providing practical insights in a way that administrative
hierarchies cannot do. In the recent book Change Wars, Hargreaves
and Fullan (2009} and I Aﬂonﬁm, 2009) provide examples of how
networks can influence nrw direction, scope, and complexity of change
that vastly exceeds that of traditional hierarchy. Their examples come
from diverse settings, including education, the military, international
finance, and medicine. ,Hrwmm contemporary examples further illumi-
nate the power of wmméoH.—nw.

First, the Connecticut Department of Education has conducted
an annual “science fair” for the past three years. Itisa remarkable
event at which the state superintendent, state school board president,
and state teacher’s union president unanimously endorse the idea of
teachers networking with teachers. The remarkably varied examples
of effective practice provide a direct link, teachet to teacher, that
would otherwise have been dozens of “degrees of separation” from the
original idea in Bristol to the teacher who could apply the same idea in
Hartford. Similar networks have been established in Virginia, Nevada,
Texas, and California. _ .

Second, the Wallace Foundation has supported networks of super-

intendents in intensive long-term reflection (www.wallacefoundation.
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on 70 percent of faculty—the 17 percent who are leaders and the 53
petcent who are models—rather than continue to engage in ineffective
and emotionally draining combat with the Toxic 2.

Myth #7: The Leader Is the Perfect

Composite of Every Trait

We return to the bookstore section on Leadership, populated not

only by volumes about barbarians and faux histories of monarchs, but
also by thoughtful reviews of exceptional women and men who were
extraordinary leaders. Although we can certainly learn from the lives
of Harriet Tubman and George Washington, Martin Luther King Jr.
and Simén Bolivar, Abraham Lincoln and Susan B. Anthony, we are
poorly advised to compate our leadership efforts to these historical
ideals. In fact, for every historical biography of a great leader, there are
thousands of untold stories of unnamed team members, no:omm:am_
friends, and family who contributed to the successes of those whose
pictures adom the covers of even the best leadership studies. The myth
is not that these people led lives worthy of study, but rather that our
greatest lesson should be the formation of a singular leadership com-
posite. The complexities of change leadership require not the perfect
composite of every trait, but rather a team that exhibits leadership
traits and exercises leadership responsibilities in a way that no indi-
vidual leader, past or present, possibly could.

HOHORGHS

By considering leadership myths, our purpose is not to criticize
and destroy, but to create constructive alternatives. We can develop
leaders whose focus and vision prevent them from believing that plans

Confronting the Myths of Change Leadership
” , 55

are a substitute for action, We can nurture leaders who understand that
deep implementation, not m timid incremental approach, is essential
for systemic change. We can protect leaders from the seductive allure
of those whose enthusiasm MﬂmoH change extends only to others but never
to themselves. We can Eoﬁmm time, patience, and support for leaders
to Create opportunities for no_Fwoﬂmaoﬂ that is meaningful and effec-
tive. We can participate in networks and thereby create change ina
manner that is faster and more effective than change filtered through
hierarchy alone. We can label the Toxic 2 for what it is, a E.E minority
that creates noise far out of proportion to the number of stakeholders
it represents. And most of WE, we can participate in a leadership team,
telieving both the senior leader and the organization of the myth that
perfection in leadership exists or should be sought, |

The rest of this book is about the imperfect work of groups of
imperfect people who Sm&nr&nmm seek to implement and sustain

nrmumm that will bring mwnm,m organizations closer to their ideals and
values. :
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assigned to the classes with the most complex and challenging student
needs, whereas the teachers with the most experience and highest
qualifications teach the most motivated and self-directed students.

In a recent study, Yun and Moreno (2006) suggest that this problem

is pervasive, with schools whose student populations are dominated
by African American and Hispanic students significantly less likely

to have certified teachers and access to advanced classes than schools
where white and Asian students dominate the student population. It
doesn’t have to be that way.

Consider the example of Whittier Union High School District
in California. The district has more than 13,500 high school students,
more than 80 percent of whom are Latino and a large percentage of
whom are economically disadvantaged. Superintendent Sandy Thor-
stenson has seen the percentage of students passing the state math
exam rise from 37 percent in 2001 to 79 percent in 2006. It is no acci-
dent that many senior teacher-leaders agreed to take on the challenge
of struggling math students.

In most cases, principals and department heads have the author-
ity to ensure that teacher and course assignments are equitable. But
in some districts, collective bargaining agreements limit the ability
of leaders to change course assignments of teachers. Thus the most
experienced teachers can choose to work with the most advantaged
students, and the least experienced teachers—including many who are
not qualified to teach the classes to which they are assigned—
dominate the faculties of struggling schools.

Even in these situations, however, leaders can use creative
options to improve the equitable distribution of teachers. Even when
bargaining agreements prevent leadets from offering financial incen-
tives to teachers who take on challenging classes in disadvantaged
schools, creative leaders can offer nonfinancial incentives. For exam-
ple, principals should consider offering teachers in the toughest classes

_.mmmma_.:u rm{mBmm”
Focusing on Changes with the Greatest Results 63

lower class sizes, more planning time, more professional development
opportunities, and greater Hoﬁw_m of self-direction. More important,
leaders must attend to 95% teachet’s basic needs, such as personal
safety and professional Homnonﬁ Without them, éven the most creative
financial and nonfinancial incentives will not attract teachers to chal--
lenging teaching nﬁiaosimﬁﬂm.

Professional Development

Leaders set the direction of the professional development agenda.
Unfortunately, some morom—m are still influenced by vendors who cram
every available second of @Bmwmﬂos& development time with mind-
numbing workshops. H_..oEnmE_ we may find-500 teachers in a dark
auditorium listening to an expert lecture at length about the need for
differentiated 5«#:0&97&: precisely the same way to each teacher, If
your school is stuck in _&anmm_ of professional development, con-
sider focusing on a few things: what to teach, how to teach it, how

to meet the needs of individual students, and how to build internal

f\ll!\\llul\lll.\ullll.lll\\’lll.lrl-l’lll’l\ll
capacity. With an em mphasis on { i

e _mm&mﬂmgﬁ of

mHOmmmm_on& development ¢ efforts comes from the faculty itself, and
a large part of professional education takes Emnwm in the classroom

while teachers are engaged in authentic momn?ﬁm For example, at
B el

Ocean View Elementary School in Notfolk, Virginia, principal Lauren

Campsen and a team of m&&m‘_g& leaders provide professional devel-
opment opportunities @:o,:mrocn the year, including coaching, model
lessons, and data analysis. Teachers learn about differentiated instruc-
tion through hands-on &mmﬂwnamﬂmm professional development. Half of
Ocean View's students are Wozm?_n for free or reduced-price lunch, and
62 percent of the students are ethnic minorities. In 2001, 53 percent of



150U SIUSP3S USYm anx} Ajrepnotired s1 sy “AceIaiy] Wl puryaq Buldde]
21E OUM SIUSPINS JO SPIJU 311 199Ul 03 JUSIOYJNS 10U 1B JUOE 431 Inq
‘worNyos 23 Jo ed 3q Aew sweiso1d J0OYos JUInNS pue J00Yds-Iaye
‘UonIppe U “Surpeal Ul puryaq sTed4 [eIdA3S 31E STUSPIS UM U0NNjos
1USIOINS B 10U ST SWIE} IO W) SUIATS JNOYIIM  IILIBTUS HIOM,, O3 $19
-yoea3 SupRfsy “Aep j00Ys aYp Sunmp swn 10Ut apraoid shur s1apea]
2AT103J2 ‘Burnpayos Wl saFUS][EyD 01 UCHINIOS ) I9AIBY A
*§288E[0 SAIPINS [BID0S PUEB ‘AFOOM] ‘FIUS1IS “UOTEINPD [ed
-1sAyd “a1e ‘o1snw wr shem Surdesus A[[nyIapuosm Ul papnjoul A[PATIO3)S

aq wed uoTIoNmIsuT Aderali] 10K dxs ‘UonIppe Uf ‘SuruIes] o3 Jud[eAmba
ST 998I3A0D 1B UOIST[1 9 opun 101deyd A1943 Bul12400 A[[eonuesy

e e e s P e Nt et =T et~ s,

ueyy H@ﬂumn SUINAILLIND IDUSTI8 pUE $aTPnIs {B1008 911 JO sired .—.mﬂ—ﬁ@mwo

150W 91 ATUC U0 SND0J-C) UOISIOap a1BIGI[ap U3 PUE (007 ‘Yuom
~SUTY)  SPIEpUEls Jomad, JO 58N 31} SSIMbIT T

*Aoe131] 107 potrsd
EBI1X2 Ue BUTpia0id ‘SI1pTis [BI50S PUB 30U 3)BUII|E SO0 DS o.Eom
‘ABp A1943 109[qns A19A2 U1 28eBUD 01 418859091 J0U 81 3] *$309{qns 1910

10} A{E[lEAE 3TE SIN0OY h@?wum n&wu.mu@u.ﬂ 03 paloASp §1 U1 3101 uaysm

~—51JO-3PRI] SIA[OAUI S[NPIYDS ) Ul 3JueyD AUE ‘9s1n02 JO *(BHQ07 -
et S e “—
‘s24233Y]) SOLEWIEN] PUE 'S31pn1s [EID0s "20U18 W muﬂmEuoﬁua‘

ww.dmmﬁﬁ A0S OSTe INq s)1e 2dendue] am__mﬁm ul 12133q uLojad Eﬁo
uoc|ﬂoo£um Y81y pue S[ppRu U spotad oEzow PUE JOOY0s ATEIUSWS]D
w1 Aep B SINOY 921y3—ASE121]] 03 WM JO JUnowe [eucndeoxs ue 310A3p
1Ry sjooyos ‘Sdurexa 10] ‘AP [00UDS SYI UIYITA SWII JO UOIIEdO[e
I3A0 SIUIN[UT [YEISPISUOD 113X UED s3uspuIuLsdns pue spedioulig

st

"SUII008 I3 JO ASURISISUOD PUe A11T8[0 ) U0 NIOM ISt
%oﬂ 1B} sMmotny ,E_summ ay usyd ‘yuaorad 0g M0[2q S[[e} a8euaniad

59 s1|nsay 15a1eaity 8yl yum ssbueys uo mcﬁ:uou_
:abesans diysiepea

Y1 J] *S981019X3 BULIODS SAIIEIOPR][OD UO Juswaaide 19yoea] Jo d3e
uanyad a1 spreoq eyep 1Y) UO 1sod S[OOYDS SWOS S8y Y Ing "sIUW
-udisse yuapnys 1098 Uo 32138 shemle J0Uu Aeu s1aYjor) 1Bl SMOoty]
uosdumoy] ], Aud], 3uspusjuLedns ‘BueIpuj ‘drgsumor, sudem uj
‘syuswruisse ay) Jo AIFE]D S 2A01dUIE NS B S pue ‘sopIn3 Ful108
ay Aprepd .mu‘aoﬁuu&mw% 1943 ANO HIOM Aoy “0313esTp ASU1 UM
"I0M JUIPMS JO SITAWEXD [Ba3 31008 AJ2AnEIONR]]0D S101EnsTUTIPR
mEm mumﬁumou ,mmcsgﬁ B?u& ﬂmcod%mh UB] JDUIRY “SIERA [BIOASS
“1sed apu mﬁohmu ucwﬁgoaﬁﬁ mEBm% T00URs 2y JO TR 3 JO 1red
mazoom o>5ﬁ0£m=ou uﬁm& uzﬁ Bﬁobm m,:Em uﬁmdeEEn._sm thsu
mqm Smmb? 832 Eoﬁﬁﬁﬁﬁu&% 10§ ugﬁquHoU ﬁoumﬁm E

IO 131Ny 03 ﬁomogm% mﬁoﬁﬂm 218 BOL

o Gudmu SuEAm %UGOHU.@O..NQ um.n—kw GO Uvum.m uOAHGmU wu.—ﬁﬁm Ud_ﬂu .ﬁ .Em HQ..GJ\

*§pa3U JUIPIIS [831 Surururexs Jo vﬁoa ﬂmzou aq uuonh §1 15738] Y3
‘aBua(eyD [euoissajoid op3| pue “spafeq poo8 ‘eagoo uoa JO uompern
oy w1 Suope SumaB moge st 19110§ 3y 1, *Kagpisajoo osfe nq *Caporuaduod
asn{ Ajduat 10U saop wia) ST ‘AwoIoYdIp (0661 ) SYIreq pue[oyg Ul
“UOITRIOGR[JOD 03 SWI A3NOR} 3JBOO[[E SISPE?] uzuoomu ‘PIPY d1STYaE

« 93 UO sB Eooummﬂ_u a3 apisut Juenioduat Se ST ssaUlNe) 3SNeda(
‘Rem umo xoy3 Ul Adustoyod, 11disiut s1910ea se
‘S26$E[D SOITEWIPEW PUe ‘SATPNIS Te100s ‘9usl0s ‘ystjduy ur Aep A1aad
N0 she]d OLIEUADS WIS AU 9L, ,{118J 10U SIBY [, ‘[[o4 pue 2511 pjnom
s10%e30ads AU [[e ‘AITWE[ED B YIS JO JUAS 3173 U *s3sod[eod oy Jo
1yB1oY AU PUR PRy Y JO SUOISUSWIP Y3 “[[eq SY3 jo adeys au moqe
uoTuido JUSISMIP ® PEY] 9919)31 OB YOIyM Ul SWeS [[eql00] e suidew]

uoneIoqe||0d

"PrEpUER)S e 33U SIUIPIIS JO
Jusd1ad (6 UEYR I0UL ‘g7 W pue ‘Burpes: Ul JUIoyoad a1om SIUIpIs

ve
TOOHDS ¥NOA NI JDONVHD ONIIVIT



LEADING CHANGE IN YOUR SCHOOL
&6 :

in nieed are least likely to participate in after-school and summer
school programs.

Meetings

Principals and superintendents control meetings, which have an enor-
mous influence on the way time is used. The same people who complain
about a lack of time sometimes waste hundreds of person-hours reading
announcements and tolerating political agendss. Instead, they could
say, “Good morning; ladies and mmﬂ&mﬂmm. .H...Tm,zm provided our usual
administrative announcements in e-mail and written form, so we s._:..,.
devote the rest of our meeting to the following learning activity ...,
thus putting themselves literally and figuratively on the same side of
the table as the faculty. Faculty meetings, formerly dominated by dull
announcements and endless discussions, would then focus on student
learning, creative teaching strategies, collaborative scoring, and the
development ‘ommﬁm_m\mﬁw assessments mbm individualized instruction.

Of all the variables tha Sbcgo student achievement, the two that
have the most profound i mcm ce are teacher quality and leadership
quality. Linda Um&ﬁm\mmg ond (Darling-Hammond & Sykes, 1999)
has been the foremost adv; mm e of the effect of teacher quality on stu-
dent achievement, and EEE. nclusions have been reached by Yun
and Moreno Qoo@u mﬁoow (1998), and many others. The effect
of leadership on stud¢nt mogmﬁﬁm t was documented extensively
by Goodlad (1994} dnd Eoﬁm recentlx by Davis, Dmiﬁm\ImBBosa
LaPointe, and Meyerson Amoomv and by\Leithwood, Louis, Anderson,
and Wahlstrom (2004). |

The practical question is this: How do\we use this research to
make better seleétions of teachers and principgls? School leaders are
frustrated with'the limitations of interviews. After all, more than
90 percent wm interviewees &85 that they “like pegple” (Bucking-
ham, 2007), even though oE personal experience shgws that such
a high pércentage is an .mxmmmmummo? Moreover, as Buckingham
explaifis, most candidates magically transform their weaknesses into
strengths. The first candidate admits reluctantly, “I guess I am a bit of a



